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REPORT ON THE INTELLICENCE AND SECUDRITY
ACTIVITIES OF THE COVERNMENT

The purpose of this report is to discuss and propose a plan
for the organization of our forelgn intelligence and security
intelligence activities in the poat-mar period. It results from
studies by staff of the Bursau of the Budget conducted throughout
the war.

The war has occasioned a hasty and unplanned development and
expansion to tremendous proportions of the foreign intelligence
activities of the Covernment. No one believes they can continue on
the same scale in the post-war period. On the other hand, no one
belioves that we can safely permit our foreign intelligemce activities
to revert to ths equally unplanned basis that existed in the pre-
wmar perlod,

At the cutset, it 1s necessary to be clear about the meanings of
*intelligence” and "security intelligence® as used in this report.
Foreign intelligence has to do with our knowledse about forelgn
peoples = their resources, capebilities, and intentions. It includes
all that is significant about particulasi countries or areas, which may
have a bearing on our relaticns with and policies toward them and on
thelr relations with and policies toward the United States. In point
of ¢ime it encompasses the future, insofar as that 1s possible, as
well as the present and the past. It embraces what we need to lnow
about foreign peoples, countries, and conditions in order that our
relations with them may be conducted in such a manner as to give the
maximum protection to and furtherance o our national interests.

Security intellipence (or counter intelligence) includes our
knowledge about activities directed from within or without the United
. States which are inimical to our intermal security. The purpose of |
security intelligence is to be aware of all unfriendly or hostlle per=
sons, movements, and ideologies which constitute a threat or a potentisl
threat in order that stsps may be taken to safepuard against them when
they become threatening. Securlty inte"liwnce is thus simply a special
kind of total Intellipence.

The reasons for treating security intelligence as a separate ut
special cotegory of mtelliyr-rce are brought out further later in the
report.

Approved For Release 2001/08/27 : CIA-RDP64-00658A000100020001-5



Approved For Release 2001/08/27 : CIA-RDP64-00658A000100020001-5

N

Situation Prior to Peayl Hnrbor

In 1939 the principal source of informa tion about forelgn peoples;
places or affairs was the State Department missions abroadys Through
Reorganization Plan No. II, the jnfomation-gathering activities of the
Commerce and Agriculture Departments had been coordinated by the State
Department. OSome personnel from other agencies were assigned to the
Foreign Service as attaches, and matters of reporting were coordinated
between the State Department and the Depa rtment involved, as for example
Commerce {Bureau of Forelgn and Domestic Commerce), Interior (Bureau of
Vines}, Agriculture (Bureau of Forelgn Agricultural Relations) and
others. Commnication was through State Department facilities. The
military and naval attaches; of which there were then less than a score,
enjoyed slightly greater freedom of direct reporting to thelr agencies.

Compared to current infomation pathering activities abroad, our
activities in 1939 were indeed modest, They did, however, produce
a volume of reports containing a wealth of usefil and reliable Informe~
tion., But the conversion of this information into intellligence was
hampered by a number of causes, including some basic weaknesses in our
structure in Washington, The most significant of these weaknesses from
the standpoint of future planning are discussed in the following order:

1. The ipadequacy of the intelligence facilities in
the departments,

2. The lack of coordination of intelllgence among
departments,

3. The gyg.w@ig‘}ﬁ on security intelligence at
the expense ol more basic intelligence,

4, The lack of central facilitles to serve the Presi-
dent or topelevel zroups.

Inadecuacy of Inteilipence Facilities in the Departments

The principal wealmess of our pre=war situation lay in the lack of
adetuate central facilities in the various dspartments in Washington to
direct the selectivity of reporting, to gear the reporting to actual
operetioral needs, or, equally as important, to evaluate the incomirg

material and distill nut the significant trends. This had seversl
effects which should be nmoted in planning for the future organization
of cur intelligence activities,
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/ Failure to determine meeds. One of the principal results of

inadequate or totally laclking inelligence facilitles in the departments
waz the fallure to determine what the requirements for intelligence
were. As a result the facilities that were available for reporting
information were not well utilized,

In the War and Navy Depértments, standing instrmctions for -eporting
were in the form of index guides merely cataloging and sssigning flle
mmbers to all concelvable subjects without any selectivity.

In the State Department directives on which the missions based
their reporting were prepared in any office of the Department as current
problems arose and in some agencies outside the Department.

Difficulty in recognizing trends. Another of the results of ine
adequate central fucllities in the departments was the difficulty in
recognizing trends., In the State Department for example reports flowed
directly to groups already burdened with the heavy responsibilities of
forming policy and initlating action, where, after being read, they were
filed in a central I'ile along with the administrutive papers of the Da~
partment. Some of these groups built up staffs of amlysts to extract
the incoming information. In general, however, the result of this method
of handling the flow of forelgn Information was that the Department in
Jashington dealt almost solely with current news., The cumlative effect
of these blts of current news was apparent only insofar as the report
1tself pointed ocut the trend, or as the actlon or pclicy-making officers
followed the trends personall

Departments such as Commerce and sfgriculture dld have staffs to .
analyze or accumulate incoming information. With these resources they
produced foreign intelligence which was principally of use to those
bodies of the public which they served. Comparatively little atterntion
was given, however, to the necessity of being able to recast their data
on short notice for use by other governmental agencies, especially in

time of emergency.

In the War and Nevy Departments scme small centrgl facilities ex-
isted, but their inability to recognize signiflcant trends was hampered
by 4 number of reasons, of which their hyper concern with defensive or
security intelligence will be discussed latar.

lack of overwall perspective. Another result of the lack of
adequate central facilities was that no group was arganized to anglyze
reports from the point of view of a department. as a wholes In the State
Departmenrt., for example, where no Central IACilitias exi sted, the
action-taking or policy~forming officers tended to concern themselves

primarily with information pertinent to the geographic arem or; in a
few cases, subject field (as Commercial Treaties, Communications, etc.)
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for which they were responsible as operating officials. In additlon
mich of the reporting concerned current events and develorments., In
the War and Navy Departments, research techn i

1o analyze information and the central staffs were reduced to such a

level as to make impossible the handling of any volume of significant
material except to distribute it in the form in which it came in.

lack of Coordination of Intelligence

The lack of any central intelligence activity in the State De-
partment and the provision of only small staffs in the armed services
limited coordination of intelligence among these departments practically
to the sinple feature of mutual exchange of individual reports. As
late as 1942 some of this exchange was etill being handled through
formal letters in which the Secretary of State "™had the honor of transe-
mitting” to the Secretary of War the attached report. The result was
that on matters involving more than one of the departments, no means
existed to provide for a pooling of all avallable intelligence, Fearl
STy yoo) U sﬁpIy aS ONe exampie, is leis a failure of any one departrent
than of the irnadequacy of our total intelligence operation. The recent

publication of white papers, showing that all the Informatlon necessary
to evaluate the sitpstion was in our files, only confirms the fact that
we did not have sufficient facilitieg to convert that information irto
intelligence, nor sufficient peans for bringing it into play in all the
places where 1t could have been used. ‘

Predilection for Security “ntellipgence

In addition to being inadzquate and poorly organized, the facilitles
existing in the Viar and Navy Departments, and to some extent in the State
Department, were principally engrossed with intelligence of a defenslve
or security nature conceming dangerous or hostile individuals who,
actually or potentlally, might be engaged in esplonapge, sabotage, or
subversion, Had this been recognized, and had plans been made to build
a Government-wide program for security purposes around other resources
already existing, and separated (except at the very top level) from the
operations designed %o produce more basic intelligence; one of the
weaknesses of our subsecuent and present basic intelligence pro:ram
might have been avolded.

The predilection in an agency for securing intelligence concerning
rundesirable” individuals weakens the securing of more fundamental in-
telligence by that apercy. At a time when the armed services might
have been accumulating (througn the organized reserve and other available
scurces) the mass of information soon to be needed to fight a global war,
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they were using most of the limited persornel available in ersating
and maintaining a large file of undesireble individuals. Similarly

in the development of the reserves; the tendency was to aecure
officers whose interest or skills were thoye needed to support a pro-~
gram of this sort of intelligence., The importance of this kind of
intelligence loomed so large {at the expense of real military intelli-
gence) that the service intelligence agencles rasisted successfully all
attempts of forward-looking officers to transfer negative or defensive
intelligence operations to such offices as that of the Provest Marshal
General. Further, in July, 1939, when it was clear thet war in farope
was inevitable, the armed forces plan for intelligence was to obtaing
through & Presidential letter, the creation of an interdepartmental
committes, including the FBI. The purpose of this committee was to
intensify investigations of individuals potentially or actually engaged
in espionage, sabotage, or subversion. The committee was, until the
creation of the Coordinator of Information in July 1941, the only interw
departmental mechanism for mobilizing our intelligence services to meet
the responsibilities which in & few short years were to be thrust upon

us., As & further rellection of the extent to which the spmphasis on
securit ad inhibite ven an awarensss of our lack of

real positive intelligence, the ammed forces viewed this committee as
being all that was necessary and aided by the State Department fought
the idea of a Coordinator of Information from the moment the plan wes
dlscussed,

Lack of Central Jacilities to Serve the President,

Even 1f the departments had organizmed the strongest facilitles
possible for their own purposes, the rzsultant total operation could
5ti11 have been deficisnt with respect to intelligence needed at the
very top of the Government., On matters involving the bringing together
of information in all departments to throw 1lizht on determinations
affecting our total natlional rolicy, our intelligence results were
not adequate.

Tt 1s significant that when the President's needs for objective
and penetrating analysis of the then threetening foreign scere became
acute, he was forced to rely on individuals acting as specisl observers
and reporting directly to him. This is not to imply that many of the
operating officials in the Covernment were not aware of what was
happen Lay or of its significance to us, nor that the State Department
and armed services did not have informed opinions from which to adviss
the President. The point is that the President should not have been
ferced to rely solely on such opinions; no matter how informed they
might be. FRather he should have been able, in addition, to have access
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to the facts, carefully analyzed and so presented that his own con-
clusions could be drawn. Some means for coordinating intelligence
{tself, as well as the judgments of the responsible advisers, is
necessary., With such coordination, decisions on matters of high
national policy can be made not alone on the basis of the opinions

of the operating officials, no matter how well informed, nor on infor~

mation alone, no matter how reliable, but on all available intelli=-
gence fully evaluated snd properly presentéds

Vartime Fxpansion and Preseni Status

In the latter stages of our preparation for national defense and
the early stages of the war, a vast expanslon of the functions of
Coverrment in international matters was undertaken. Lend lease, expanded
activities in Zouth America, export control and later economic warfare,
alien property control, freezing and foreign funds control, psychological
warfare, all signalized the development of facilities to produce quickly
the kind of intelligence necessary to conduct the operation concernad.

Of ficials in the 5tate Despartment acting largely on their own
initistive because of the Department’s lack of central facilitles,
stimilated the creation of operations in such agencies as FCC.

The Alr Forces, lacking facilities of its own, finding the MI3
deficient, and having no central source to which to refer, was forced
to canvass the Covernment in search of information to assist in the
selection of bombing targets. ,

Other largs projects to obtain informatlion on weather, terrb.in,
medical and sanltary conditicns, food and crops, habits, etc., were
initiated. CAA, Public Health, Coast and Ceodetlc Survey, the Anti~-
trist Division of Justice, PAW, the Weather Buresn and many others all
contributed “heir share as sources of information,

Travellers, officials of companles with foreigm plants or business,
scientists, refugees, university staffs, libraries, the vast body
of the public with informaticn useful to our growing needs was tapped,

Cur vartime develorment was thus characterized by tremendous
expansion of infomation and intelligerce activities in many of the
normal agencies of Covernment, as well as by creation of large
operations in the new war agencles themselved, '

This expansion, however, took place primarily in the collection

of information, The many new saurces mentioned above were tapped by
many different agencies. A mass of raw information flooded in

Approved For Release 2001/08/27 : CIA-RDP64-00658A000100020001-5



Approved For Release 2001/08/27 : CIA-RDP64-00658A000100020001-5

-c"ﬂl

and, through liaison arrangments, fanned out in multiple coples to the
many arencies, Tha e sion that took place was not in accor

with o The weaknesses of our preewar pattem
were therefore carried into our war-time organization. In addition,
the lack of a total plan and of any authoritative mechanism for coordi-
nating the operations of the many agencles involved, has becare a
problem of such magnitude that it has becomes of equal priority as the
other wesknesses in demanding a sclution. )

Successful post-mar intelligence will not be achieved without
firast considering the needs of the many departments concerned, nor
without finding ways to coordinate their activities to the end that
maximum result is achieved with the minimum of expense and sffort.
This need to achieve 3 well integrated Covernment.wide intelligencs
progran is urgent and goes beyond the problem of merely disposing of
duplication. Almost four years of war have revealed the tremerdous
resources of information that exist in the Covernment and among our
nationals., Only by the fullest utilization of our entire resources;
not only for the collection of information tuwt for its analysis, tabu-
lation, and assembly into useful forms, can our intelligence achieve
the quality of performance which will be vital to ocur future security
and position in intermational affairs.

Conclusionsg

We mist provide for a more adecuate intellipence operation than
we have ever had before, The very brief analysis glven above points
to the lessons which must be taken into account in planning for the

ture organization of the Covernrent's intelligence activities,

There are four major conclusicns pointing to the need for early
action and two of secondary or longer range import. Fach conclusion
is discussed below,

Hore “ldespread Understanding of Intelligenc_g

Some of the difficulty of achieving needed improvement in our
inteilligence operations in the past has been the relative newness of
intelligence as a function of Government and the absence of & common
understanding even of what intelligence 1s., To some, "intelligence"
is a tainted word identified solely with espionage and intrigune. To
others it is identifled as a kind of infomation of military or
wartime use solaly. Stil) others think of 1t as applicable only to
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high strategic or natlonal security questions. Such misunderstanding
has caused msny of those whose active participaticn 1s vital to the
development of more adequate intelligence operations in the future
to feel that it is a subject of no concem to them and to view with
trepidation proposals loocking toward a strong post-war program.

Ouy* needs for foreign intelligence have broadened beyond the point
where they can be met by the activities of a single intelligence agency.
_ Nor do they fall into simple mutually exclusive subject categories
such as "military," "naval," "econonmlc,” and "political® which permit
easy assignment of responsibilities among & few intellligence agencies,
Nor are they limited to special or "secret™ kinds of foreign Information.

Rather, they rest on the necessity for understanding fully foreign
events, te know all the facts which motivate foreipgn nations and
peoples, and to have readlly accessible in usesble form a mass of
factual irformation to assist in the shaping of intellligent policy
and action at all levels vhere decislon is made or influenced, or where
action is taken, They will be met, therefore, only by concerted and
widespread activities which utilize to the fullest the tremerdous re-
sources existing within the Goverrment and among our natlonals. _

It may well be that the spread of gommon understanding ag to what
intelligence is,, what purpose it can serve, and how the intelligence
,&m

on relates to the action taking or policy forming operations,
will contribute as much to the accomplishment of a more effective total
intelligerce progran for the Covernment as the prescribing of specific
organizational panaceas. '

Intellicerce Facilities st the Departmentsl Level
o go bl Baos

I% is commonly gggpj:ed that cur intelligence opasmeiiYs ez not
been on & par with of other nations. This has given rise to s
considerable number of proposals for the creation of a single super=-
intelligence organization not connected with any of the departrents.
The difficulty with such proposals is that they are based on & limited
view of what intelligence is and on a misunderstanding as to the role
an intelligence operation must play.

There might be sane justiflcation for such extreme centralization
if all poilcy and actlon affecting our foreign relations and our national
defense oy national interssts were centered at the top of the Covernment
and if intelligence were merely the tapping of special sources to report
and interpret current developments, ’
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These matters are not so centmalized, Our forelgn policy, for -
example, is not made up alone of considered announcements desling with
high lavel matters. It is made every day in the thousand and onse
actions and decisions that ars taken at all levels. The intelligence
needed to assist wise decisions and support informed action must pro-
duce & knowledge and understanding of all the factors involved. FRure
ther, it must be at hand. Extreme centralization of the intelligence
operation is no more workable than would be the centralizing in one
agenecy of the job of producing all statistics for the Government.

telllpence operat to the action-taking an 1cl§ﬂ'
dete ng groups. It must be sensitive to thelr needs. mast have

ndy the mass ol original documents and material on which its studies
are based, While it may secure much assistance from others outside {f.
M&W A department which will
be held responsible Ior 1ts decisions and actions must in turn be able
to hold accountable to it the operation which produces intelligence
on which those decisions and actions will, in part, be based.

The principal foreign intelligence operations of the Government
thersfore should be viewed as being organized at all places where de-
cisions are made and action taken, namely at the departmental, or lower,
level,

Separxation of Secu;:it.z. Intellipence Activities

The emphagis in the pre-war period on intelligence related to the
activities of hostile or urdesirable individuals has already been
commented upon. It is a conclusion of our studies that the orgonization
of our future intelligence programs should provide for the separation
of security intellipgence oparaticns from those engazed in produclng the
more basic caterories of intelligenca.

The collection and evalustion of security intellizence (sometimes
referred to less descriptively as "counter intelligencet) requires the
use of skills and a point of view not desirable in the production of
other forms of intelligence. If we are to make proper judgments as to
whers our interests lie and what we can do to further them in the post-
war period, we will need to have intelligence which gets at fundamentals
and is not colored by a polnt of view that attempts to asegregite peoples
gimply into frierdly or hostile categories, It has been sald that be-
fore the war Germany had more "friends" 4n this country than did England.
Certainly Geman intelligence, following the speeches and actions of many
of our "prominent persons®, could easily so conclude. And yet we went
to war. In our evaluation of forelpgn affairs we should take every pre-
caution sgainst being similarly misled. Our relations with Russia,
Argentine, pain, China need to be viewed in terms of the points at which
our interests coincide or clash as nations and peoples, and not solely in
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terms of whether the "lesders® in these countries are "frisndly" or
"hostile." .

This does not imply that we will not need to organize facilities
to follow the activities of unfrisndly individuals, at home as well as
abroad, nor to conduct programs to counter their activities. Nor is.
it intended to imply that scme significant intelllgence will not be
developed as a resuit of these programs,

It does imply, however, that within the departments having responsi-

bilities for producing both security intelligence and basle fo in.
tellipgence, the two operatlions sho separated. en both are large,
for example, they uld not be under the same head. Further, a framework

for ithe development and coordination of such security intelligence activi-
ties with the internal security programs which they serve should be pro=
vided apart from that whose purpose it will be to develop the basic intelii-
gence essential to our future forelgn programs and internstional responsi-
bilities,

Cecordination of Intelligence and Security Operations

Ta the weaknesses of our pre-war activities; the expansion of thess
activities due to the war has added the weakness of lack of coordination
of intelligence operations. The same lack of an over-all plan that
characterized the expansion of our general intelligence activities is
rasponsible also in the security intelllgence field for 2 fallure to
build around existing programs and resources, for a piece-meal leglsla-
tive progrsm and for overlapping responsibilitles and duplication in
operations, '

The most obviocus result of this lack of coordination is the
tremendous wastage of money and effort, Posslibly of even greater ime
portance, however, is the fact that the uncoordinated competitive pro-
grams of the varicus agencles diluts the few available skilled personnel
and result at times in no one of the agencles having on hand the full
baekground of infommation of value to the subject under analysls.

Another effect of preat signiflcance is the false sense of autherticity
frequently created by repetitive reporting of the same information,

This arises from the fact that in the absence of a Government-wide operaw=
tional plan, sach agency engages to receive all avallable raw material
directly. This has been responsible for interviewing of the same private .
individuals by as many as twelve different departments or units of de-
partments. It is also responsible for the "llaiason officer®” and the
"round table®™ at which each agency, by reading all the incoming material,
can secure coples for itself and issue reports paralleling those of

other agencies.
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This overlap cannot be corrected by assigning responsibilities by.
Idnds of intelligence, as "economic,” ™military," "nawal," "political,"”
stc. It cgp only be sclye ) operating responsibilities.

In each case the azency of greatest competence, eise Ol accomp ent,’
or primary interest should be designated as the agency to be responsible
for a specific operatiocn, but with the proviso that the operation be
conducted so as to safeguard the interests of any or all agencles. Thus,
while it might be the wmast feasible arrangement to have the FCC ronitor
certain radio messages of interest to other agencles, it 1s inappropriate
for that agency to attempt, as it did at one time, to creste an extengive
intelligence organization to analyze such material.

The principal agencles presently engaging in intelligence activities
have made efforts to improve coordinaticn. In the absence of any .
suthoritative machinery to accomplish the development of operating plans
by which all the agencies would be bound, such attempta have resulted
only in Mad hoce®™ arrangements.

The Joint Intelligence Committee composed of representatives from
State, FEA, 0SS, MIS {Wer Department), ONI (Navy Department), and A2
(Army Air Forces) represents the most important of such arrangements.
A quotation from a papsr prepared by the Joint Intellipgence Commitiee
paints the best picture of its inability to coordinate operatlions,

"he Joint Intelligence Committes's misslon, however, 1s confined
to the Joint Chisfs of Staff organization, is not binding even on
those departments represented by the Joint Chiefs of 5taff, and
1acks clear administrative authority to coordinate the intelligence
activitiea of its member agencles. During the war 3 series of
expedients such as the Joint Intelligence Publishing Board, the
Joint Topogravhical Committee, ths Joint Intelligence Collection
4gencies and others bave, with more or less success; relleved
various situations where lack of coordination was most consplcuous.
there does not exiat any agency which can state
auThoritatively which intellipence subjects are, at any given
time, of most importance to the interest of the United States; or
13 pesponsible for seelng that important gaps in intelligencs )
are filled.”

study of our experience during the war has shown that without an
authoritative coordinating mechanism acting in the interest of the
Covernment as a whole, the responsibility of a depsrtment for the conduct.
of an intelligence operation to serve the nseds of other departments
eannot be established. Unless such mechanism is provided, therefore,

our future Covernment-wlde intelligence activities will be characterized
by the same compartmentation, competiticn, and expensive operdtion as

.at present.
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The various ad hoc type of interdepartmental committees used
during the war have served to promote cooperation but have besn unable
to effect real coordination. Further, the committess s0 created have
been more concerned with exchanging intelligence and information than
in coordinating operations. It is perhaps unreasonable to expect
that they should, in view of the newness of intelligence on the scale
necessary in wartime and in view of the abzence of any pressure or
necessity to achleve results economically, :

Similarly, experience with an independent agency such as the
Coordinator of Information at the level of the Executive Office of
the President indicates a corresponding inability of such mechanlsms
to achleve coordination of cperetlons. '

While departmental facilitles for the production of intelligence
should be strengihened, and should be chiefly relied on to meat our
foreign intelligence needs, there is a related need for some central
machinery to coordinate the intelligence operations of the Covernment
through the development of speciflc operating plans. Similar machinery
i3 needed to develop an integrated securlty and security intelligence
program,

High laevel National Pollcy Intellipence

The conclusions discussed above relate principally to the .
strengthening or organizing of intelligence operations within the
Departments and to means of coordinating them on & Government-sidde
basis, The need to provide scme centralized professional intelligence
operation at all levels where decislons are made or action is taken has
been pointed cut.

Not 511 the decisions or actions of the Government fall into
categories that permit thelr handling by the departments alone. The
President, too, should have facilitles for securing access to the facts
underlying possible courses of action with respect to those declsions
of national policy cutting across departmental l4nes which he alone
mist meke. This need extends beyond the President as a persom and
includes all those individuals, groups, interdspartmentzl or inter-
national bodles, which make decisions above the level of the departments
as such,

This need is apparent to many observers of our present deficiencies,
In some cuarters, however, there is a tendency to view this need as
being our sole or principal one, and to conclude that what is needed
i3 the continuation on a permanent basis of some such large scala central
operation as exists now in the Office of Strategic Services. Such a
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aonclusion feils to take into account the fact that the principal
intelligence operations of the Covernment must be organized at the
point where decision is made, It does not recognize the leading
role of the State Department as a staff agency to the President.

Tt further fails to take into account the growth and improvement that
nas occurred in the departments and the further lmprovement that can
be achleved, _

In 1939, when the Coordinator of Information (predecessor to 055)
was first organized, its principal role was to bring some order out of
the conflicting intelligence being produced in the departments in
order that the President and the already-envisioned Combined and Joint
agencies would have but one place to which to tum. It was at first
consldered to be but a aecondary responsibility of this agency to
engage in intelligence operations on its own except as might "facilitate
the securing of,information not now available to the Government®
(Presidential letter of July 11; 1941). The extensive program, not
only of collection of information but of independent evaluaticn, which
subsequently grew up in COI is a direct result of the inadequacy at ‘
that time of the departmental programs. Such development was therefore
vital to our wartime needs, and COI (now 0SS) has undoubtedly blaged
new trails and raised the level of competency of cur total intelllgence
operation, However, the war agencies in other fieclds than intelligence,
uninhibited by past weaknasses, staffed with new personnel (many of
them of the typs not available to Covernment in peacetime)}, and with
practically unlimited funds and freedom of actlon, can lay claim to
the same achievement., We cannot, however, continue a complete structure
suparimposed on top of the normal structure of Government beyond the
period when our war needs demand lt. The problem is how to capture
thet which is good and to integrate 1t into the normmal framework of
ihe Covernment. Had cur intelllgence base been strong wien war came
upon us, COI would not have had to tulld inderendent facilities,
However, to continue such facilities in the future will tend to
perpetuate the very weaknesses that must be corrected.

The improvement of intelligence operations in the departments and
their coordination as one Covernment-wide program will provide the
principal facilitles through which this high-level need can be met,
However, it may be desirable to anticipate the need for some additional
central facilities to provide or secure the intelligence needed at the
top of Government. Such independent central staff as may be required, -
however, can be small, since it could rely very larzely on the product
of research and analysis in the departments and will not engage in
large scale ori nd analysis itself, Its respensibilitie

. {ze intellicence, lQ.Lad

elligence. a3 = ) giogned 10 TNS DE D

Wes n the ful] ent of an urgent
intelligence requirement.” ;
- _
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Mone of the individual intelligence agencies of the Governmemt
can hops to engage, independently of the resources that exist else=
where in the Government, in all the operations which conceivably could
be justified to serve its needs, Similarly in the development of
central facilities, the purpose of which will be to coordinate intelli-

gence operations, care should be taken that such facilities do not en-
gage in operations which can be performed at the departmental level.

Even with such care, however, it appears desirable to anticirate
the establishment of some operations at a central level, This report
attempts only to illustrate some of the kinds of operations which might
be centralized. The full development of plans for the evertual central

operating program might well wait on the creation of centrel planning
facilities to develop such plans.

Whether this counfry should engage in secret intelligence activities
onage) in the post-war period iz a policy decision which is beyond
the scope of this report. Such sctivity, if undertaken, should be

principally conducted centrally and where permitted in the departments
should be ri y supervised centrally.

gpecial intelligence, involving the interception of communications
without the knowledge or consent of the sender, and the use of crypto

and other forms of analysis raises similar questions, Here the case-
for central direction of such activities (should they be undertaken in
the poa&r perioai is particularly strong because of the extreme
difficulty of dividing up operations, the grest cost involved in
duplicating services; and the potential shortage of available skilled
persomnel. .

With regard to files and maps of common widespread use, especially
of & strietly factual or data type, the avidence of extreme duplication
now inherent in the present picture would seem to demand centralization
wmglu ot of the files themselves. The theorstical
advantages of centrallzation are frecuently offset by the practical
difficulties inherent in removing the intimate working tools too far
from the operation they serve, The British, however, have centralized
some files with reported success, and perhaps we can too, 1f the proper
framework i3 created for their operation. Here, too, the precise solu-
tion cen best be doveloped by the central plarming facilities alresdy
suggested.
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Supmery of Concinslons

To summarigze then, there are six conclusions of which four are of
primary importance and priority for actlon and two are of a secondary
nature on which the need for action is not yet sufficlently eatablished
and therefore can be deferred.

: 1. There must be a more widespread understanding of intelligence

\/md a more widespread participation in the development and implementa=
tion of plans for improved intelligence in Government.

2, The prineipel intelligence operations of the Qovernment should

\/ be organized at the point where decision is made or action taken, l.e.,

at the departmental, or lower, level rather than in any central agencyo.

3, The basic intelligence operation in each department should be
organized apart from the operation producing security intelligence.
‘There 15 8 need for some interdepartmental coordinating machinery to

/ develop an integrated Government-wide security and security intelligence
programo

; 4o To insure optimum results from departmental intellligence
operations, there is a need for some central interdepartmental coordi=-
nating machinery to develop through specific operating plans, an in-
tegrated Covernment=wide general intellligence program.

5, It may be well to anticipate a need for central facilities to
gsecure intelligence needed by the President. If separate facilities
are found necessary, however, such intelligence can be produced
prineipally through intelligence available in the departments. Any
amall central facilities subsequently found desirable or necessary should
not engage in large scale initial research and analysis. '

6., There may be some need to centralize certain operations common
to all agencles or which for policy reasons may best be performed
centrally; The determination of the kind of central operation which will
be needed must swait high policy decision with respect to certain of the
operations which would land themselves to central direction and operation.

/ A decision with respect to other of the operations which might fall inte

this category can awalt the study and development of plans by the central
coordinating body provided for in 4.

Recommendations

Many of the specific changes in intemal organization that bare
{ndicated from a consideration of the conclusions, are of interest or
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concern only to one department. Recommendations applicable to a
single department are presentsd in broad terms only when they are
of general interest or to illustrate the broad principle involved.
Recommendations concerning proposed change, or action of conmon or
over-all concern, are, however, presented in some detail.

The greater portion of this section of the report is thus de-
voted to the proposed central coordinating machinery. This should not
lead to the agssumption that the creetion of central machinery is viewed
as the most important step to be taken. Of fur greater importance 1s
the creation of strong departmental organizations e rticularly in the
State Department, and the sepamtion of security intelligence operations
from the more basic intelligence operations especially in the State,
War, and Navy Departments,

More Widespread Understanding of Intelligence

Throughout this memorandum it has been noted how vital to &8 more
adequate Covernment-wide foreign intelligence progrem is a more wide=
spread understanding of what intelligence is, how it is produced and
how the intelligence agency relates to and serves the action-taking
or policy-determining groups. WNo specific recommendation 1s possible

Conduct of the Intelligence Operation at the Departmental Level

Fach department (and in some cases subdivisions of departments)
which has important responsibilities in international matters including
our national defense, or which has public responsibilities for pro-
viding forelgn information should provide for a competent forelgn in-
telligence operation.

The kind of facilities which will be required in the various de- /
partments and their size will vary. Except in the case of departments
with major responsibilities, such as the State Department, the facilities
can be quite small.

In each case, however, soms provision must be made for the
following functiome:

1. The careful determination of the department's actual require-
ments. This detemination will require the development in each depart-
ment of a Planning Staff. The requirements of the department will need
to be expressed in acdordance with a standardized terminology and
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classification of intelligence and will need to be stated in sufficient
detail to guide reporting, either by activities of the department ltself
or of other departments on which the depertment may rely for informaticn.,

' 2. The systematic cataloging and utilization of all possible
sources to supply the needed information or intelligence. '

3. The thorough analysis and evaluation of infomation through
research techniques. In this way new information is tested against
the accumulated knowledge and established facts of the past and a
complete and digested picture is avallable in which each pertinent
piece of relevant information 1s present and In the right place with '
the whole #o interpreted that conclusions can be drawn and trends are /
v’-sibleo N

4o Careful dissemination of the resultant evaluated product
rather than the mere distribution of incoming reports "of interest."
The intelligence office must be responsive to the needs of its depart-
ment and see that those needs are supplied in full and when needed.

On the other hand, it must protect the department from the voluminous
flood of casual, unrelated, and unevaluated reports or scraps of in-
formation, Just as a department expects its statistical offlce to ,
analyze, tabulate, and summarize dsta and point to its significance, so

in its search for knowledge of foreign nations, peoples, conditions or
events it must look to 1ts intelligence office to do a similar job on

the raw material of foreign information.

Our wartime experience has shovn that the need for forelgn infor-
mation and intelligence in any depsrtment fay sxceeds the ability of
its intelligence office to secure or produce without the utilization
of facilities that exist elsemhere. In each case, therefore, whether
the intelligence facilities provided in a department are large or
small, the responsibilities of such groups should include not only
responsibilities to their departments but to a total Government program
as well, In the latter category are responsibilities such as (1) to
participate in the plaming of a Government-wide progrem, (2) to inter~
pret the needs of their agencies to the other agencles on which they may
raly for evaluated summary intelligence, (3) to review the adequacy of
coverage and competency of result with respect to intellligence obtalned
through other agencles, (4) to serve as the liaison point between their
‘agencles and the intelligence groups of other agencies., In general, the
departmental intelligence units should only establish such independent
facilities for collection, evaluation or diassemination as are consistent
with their role in a Government-wide program.
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The sucoess of our post-mar intelligence operation rests on M
the creation within the State Department of an intelllgence operation

with responsibilities such as those staiedabove, The creation ofa . j
centralized intelligence operation in the State Department would not W
only provide that Department with facilities it has long needed. In

addition it would serve to provide the place where leadership of the
Government-wide intelligence activities would be centered,

The intelligence operstions of the War and Navy Departments need -
to be readjusted to post-mar needs. The war has been responsible for
an emphasis on current news as exemplified in dally situation reports
and on operational intelligence as reflected in the large scale order-
of-battle operations, Neither the organizations nor the staffing have
been fully developed to serve the purposes of active War and Navy De-
partment participation in interdepartmental discussion of high future
policy. In the Navy Department as an illustration, the entire intelli- - 0
gence mission 1s stated to be in support of the fleet. In neither of
the two Departments has sufficient emphasls been given to research and
analysis nor has provision been made for all available information to
be brougnt together at one point for evaluation. Further, as already
pointed out both still pemit an over emphasis on gsecurity intelligenc
to interfere with the full development of more basic intelligence. 0

Other Departments such as Commerce and Agriculture need to recast
their intelligence orgsnizations so as to become particlpating groups
in 3 total Governmentewide foreiem iIntelligence program.

Separation of Security Intelligence Activities

The security intelligence activities either at home or abroad,
serving internal security pruposes should be separated organizationally
from the more tasic intelligence activities, except for the mutual ex-
change of highly ewluated and summarized reports of general import (not
merely of "cases"), It is further recommended that an Integrated
security progrem including the security intelligence activities that
support it, be planned for the Government as a whole.

The implementation of the first recommendation will require action
in 3 number of departments, not necessarily simultaneously.

In the State Department, for example, the creatlon of new central
intelligence facilities should not be accompenied by a transfer of
activities now centered in the Office of Controls in the Division of
Foreign Activities Correlation,

In the Navy Department some separatlon has been undertaken by the
creation of new intelligence facilities in the Office of the Commander
in Chief apart from the Office of Naval Intelligence which is the
principal Navy Department organization concerned with security and security
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intelligence. These new facilities offer the possibility of becoming
the nucleus for an expanded basic intelligence operation in the posats
war era when the needs for strictly operational intelllzence will be
greatly curtailed irrespective of whether the Office of the Commander
in Chief is retsined or not. The role of ONI, however, as the centml
staff agency for security matters is not clear; and a number of related
activities, not only in the Bureaus and Auxillary Services but in the
Office of the Chief of Naval Operations itself, are not now coordinated
under a single head or staff unit.

In the War Department, too, some separation has resulted from
the reactivation of the Office of the Provost Marshal Ceneral, The
predilection for continuance in the field of security intelligence,
however, still permits the Milltary Intelllgence Service to become
too engrossed with matters that could be further centralized outside
MIS, Further, because of its organizational pleement the PMG cannot
be filly effective as a staff agency to coordinate 8ll security matiers.

In both the War and Navy Departments the separation of the sscurity
intelligence operation and the more basic forelgn intelligence operation
should be furthered and the security intelligence and the various forma
of internal security operations be more closely coordi=ated.

The implementation of the second recommendation will require the
creation of an interdepartmentsl coordinating commiitee described
below,

Coordination of Intelligence and Security Operationg

To insure that the intelligence and security activities of the
Government, carried on by a number of agencles, fulfill all the national
requirements, that they are developed as a total program producing the
maximum result with a minimum of duplication, overlap and confusion and
that adsequate planning is accomplished for their expansion in any future
emergency, it is recommended that two interdepartmental groups be or=
ganized under the lesdership of the Department of Srate.

The one group which would consist of the Assistant Secretaries
of Stat e, War, Navy and Commerce would compose an Interdepartmental
Intelligence Coordinating Committee, It would be concerned with developing
an integrated Covernment-wide foreign intelligence program. It also ‘
would be concerned with planning for the future,

The other group, consisting of the Assistant Secretaries of State,
#ar, Navy and Treasury and the Assistant Attorney Ceneral, would compose
an Ipterdepartmental Security Coordinating Committee, It would be
concerned with developing an integrated Government-wide intermal security
program and of an integrated Governmentewide security irelligence pro=
gram. It also would be concerned with planning for the future.
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These two groups by direction of the President and by means of
planning conducted by permanent staff of their own working through
subcommittees including representatives of any agency of interest
either as customer or cortributor, would develop & series of specific
operating plans. These plans would serve as common directives for
the assinment of operating responsibilities among the departmental
intelligence ard security agenclies, The manner in which such planning
would be conducted will be the seme in both the security coordinating
committee and in the intelligence comittee, and is described below,

Except as discussed later under "Condict of Central Operations,"
the committees would have no responsibilities for the production of
intelligence itself nor for the conduct of operations, Rather thelr
responsibilities would consist of the followings:

/
1. To develop a detailed and clear statement of the national EE (
intelligence objectives and requirements and of the -’ -
national security requirements, including those of all
departments and agencles,

2 To Aetermine the means in terms of sctual operations for E'E \
meeting the nationsl intelligence and natlomal security
requirements. .

3. To assign, through a series of specific operating plans,
operating responsibilities to the various departments.

Lo To raview the adequacy and economy of the total intelligence
program of the Government and of the total security program
of the Covernment.

5. To develop plans, legislation and other instmuments in
' readiness for the adjustment of the intelligence and the
security programs in the event of emergency or other changed
conditions. . .

The above list of responsibilities describes in effect the steps
in planning, The visible result of such planning and, therefore, the
principal concern of the committees would be the operating plan itself.,
Each operating plan when issued wounld reflect the determination of the
appropriate committee under each of the first three continuing and
long range responsibilities shown above, 1.,e,, the requirements, the
means for their accomplishment, and the specific operating agsipgnments
allocated to the various departments and agencies. When issued, the
specific operating plans would be directives to the departmerts and
agencies., The demriments and agencies would adjust their operations
to conform tn them,
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Operating plans, A typical operating plan when published should
contain such material as the following: the subject, area, or kind
of operation covered by the plan; the speciflc requirement covered
by the plan; the scope of the plan; provisions of the Operating Plan
(operating requirements, assigments, etc,) as reporting, tabulation
and filing, evaluation and disseminatlom. -

Such planning would not be accomplished overnight. Nor, if the
comnittess ware to be effective, could they wait in any broad field for
the accomplishment of full planning before issuing & specific operating
plan to effect an cbviously needed change.

Ultimately, specific operating plans would be published by the
irtelligence coordinating committee in at lemst the f»llowing subjects

or categories of intelligence: Geography; Economicsy Finapce; Armed
Forces; Government, Pol nal Polic nsportation and

ommunications; reople and Social Forges; Technology and ~c
Developmente
e eir—

These broad categories, however, are made up of lesser categories.

Long before anything like a total Covernment-wide operating plan in
one of these categories 1s complete, operating plans would have been
determined npon and published in subdivisions of the category. The
total operating plan for econcmic intelligence, for example, would
require plans in such subjects as)Industrial Plant and Potential;

sources;}‘l‘rade and Commerce bor oupply and Fmployment; and others.
Similarly the operating plan covering intelligence concerning People
and Social Forces will require plans on Population and Characteristics;
Living Standards; Cultural Standards and Customa; and others.

Other types of specific operating plans would also be developed in
connection with certain kinds of operstions (unrelated to any
category of inteiligence), Thus plans would be developed as needed for
such operations as the monitoring amd interception of foreign radic or
comminications; the single or combined collection of information through
sources of interest to a large number of agencies (such as the Inter-
departmental Committee for the Acquisitlon of Foreign Publications, the
. Technical Industrisl Intelligence Cormittee, the Survey of Toreign
Txports, etc.); and interdepartmentsl procedural matters such as the
gtandardization or joint operation of files, distritution and llaison
problems, :

Similarly the opereting plans of the security coordinating
committee would encompass not only the various aspects of security in-
telligence including the filing of such intelligence, but also the
various security operations such as border and harbor patrol, port
security, censorship, preventive investigmtion, security advisory
services, etc.
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Plamning staff. An essential slement of these central coordinating
committees is a W Specialists not only in
skills of adminiSETative apalysis but with a knowledge of the field
to which they will be assigned would ultimately be required in each of
the major subjects or categories of intellipgence including security
intelligence as well as in various kinds of intelligence and security
operations. These speciallsts should not carry departmental responsgi-
bilities but should be assigned to reascnably permanent duty with the
committees, Providing for this staff will be a special concem of the
State Department but should be a respensibility of all the agencles
represented on the top two commlitices,

Each major subject or kind of operstion in which an-operating
plan is necessary, should be asslgned as a continuing responsibllity to
a member of the planning staff, The member of the central planning
sta £f would call upon each of the many agencies which has an interest
in the matter assigned, either as a consumer Or as & contributor,
to designate one person to represent his agency in a continuing and
responsible capacity in the develomment and implementation of an
operating plan covering the matier assigned. The agencies of interest
would in almost all cases include many agencies not Just those repre-
sented on the top committees themselves, ‘

These groups would constitute the subcommit tees to discharge the
responsibilities for planning and for reviewing, as a continuous
assignment, the adequacy and economy of all activities in the subject
or kind of operation assigned. A member assigned from the centrel
planning staff should serve as chairman, of each subcommittee. The
vesponsibility for its effectiveness and, for much of its hard work,
would fall on hime

Current problams, including that of duplication, may not alwaye
be the most important matter for the subcommitteas to concentrate on. -
The chairman of each subcommittee should not permit the handling of
current problems to put aside the long range responsibility of that
subcommittee to develop a complete plan of operation in 1ts subject
or kind of operatlon. \

Throughout, the ultimate goal should be kept in mind of a series
of speciflc operating plans, prescribing & coordinated progmam in which
all activities essential to the intelligence and security requirements
are provided for, and in which the operations and facilities of all
agencies are used to the maximum to serve the needs of other agencies,

Joint Secretariat. The two committees should be served by a
common secretarict which would provide for orderly procedure through
standard agenda and minute keeping systems. The secretariat should
take the minutes in each subcommittee and maintain the files of the
committees, ' .
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Production_of High Level Intelligence

The need to provide for some facilities to serve groups at a level
above the departments themselves is one which should be arnticipated
but action is not now reccmmended. :

With the principal intelligence activities of the Government being
carried on in the departments in accordance with a planned and coordi-
nated program, such intelligence as may be needed at the top of the
GCovermment can be produced through or sacured from the intelligence
operations in the department. The State Department would provide the
principal facilitles for bringing to bear on any high level problem
the total intelligence avallable anywhere in the Government,

Sheuld it later be found, however, that independent facilities
are desirable to serve the President in the occasioral instance in
which he may wish direct and immediate access to the intelligence
involving a matter of high decision, these facilltles, which should
be orgenized in his own office, cin be small and need not engage in
large scale initial research and analysis on original raw materials.

Conduct of Central Operations

The strengthening of intelligence activities in the depariments
and agencies and thelr coordination by a centrsl planning staff are
the principal means of providing a total operating serving the total,
national needs, Central facilities should not be created, therefore,
to engage in operations which can be performed at the departmental
level,

The plamming conducted by the two coordinate committees may
result in a decision that some types of operation may be found to be
practicable only if operated centrally or under strong day to day
central direction, It 1ls recommended that any such service as ia
determined to require centralization, be conducted as an interdepart-
mental service under the appropriate coordinating commities.
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